MONTGOMERY COUNTY, MARYLAND
OFFICE OF INSPECTOR GENERAL

RIDE-ON MANAGEMENT CONTROLS
OVER SUPERVISOR OVERTIME
AUDIT REPORT

APRIL 2004

TO THE HONORABLE COUNTY COUNCIL AND COUNTY EXECUTIVE FOR
MONTGOMERY COUNTY, MARYLAND:

We engaged the services of a consultant to assist usin ng management controls over
supervisor overtime in the Ride-On program, Division of Transit Services, Department of
Public Works and Transportation. Our audit was conducted in accordance with Government
Auditing Standards issued by the Comptroller Genera of the United States. Those
standards require that we plan and perform the audit to provide a reasonable basis for our
findings and conclusions. Accordingly, we and the consultant performed such procedures
considered necessary in the circumstances.

The audit was designed to examine whether there were adequate management controlsin
place to authorize, justify, monitor, and document supervisor overtime; to determine
whether there was any evidence of fraud, waste, and abuse in supervisor overtime; and to
determine whether reported performance measures were based on valid and reliable data.
The report contains five findings and recommendations.

The report isintended for the information of the County Council, the County Executive, and
management of the Department of Public Works and Transportation. This restriction is not

intended to limit distribution of the report, which upon delivery to the County Council and
County Executiveisamatter of public record.

Office of Inspector General

April 19, 2004
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MONTGOMERY COUNTY, MARYLAND
OFFICE OF INSPECTOR GENERAL

RIDE-ON MANAGEMENT CONTROLS
OVER SUPERVISOR OVERTIME
AUDIT REPORT

APRIL 2004

INTRODUCTION
Purpose

Thisaudit reviewed management controls over supervisor overtime in the Ride-On
program. The Ride-On program is managed by the Transit Services Division, Department
of Public Works and Transportation. We conducted the audit in response to several
complaints alleging fraud, waste, and abuse in supervisor overtime, and as part of our four-
year work plan. It isalso our practice when performing a program audit to include areview
of program performance measures reported in Montgomery Measures Up! for data
reliability and methodological validity.

Background

Ride-On plans, schedules, and manages the County's bus system consisting of 243 County
owned and operated buses and 93 smaller contractor operated buses. The program provides
fixed-route bus service throughout the County on more than 80 routes and provides a
collector and distributor service to major transfer points and transit centers in the County.
Ride-On, designed to complement the service provided by other transit providersin the
County, provides over 22 million trips per year. Itsmission isto providetimely, safe, and
efficient bus service to passengers.

The Ride-On FY 2003 approved budget, the most recently completed fiscal year, included
528.6 work-years. For purposes of thisaudit, twenty supervisor positions were identified,
including: trangit service supervisors, transit operations supervisors, and communication
supervisors. These employees work at three locations: the Silver Spring depot, the
Gaithersburg depot, and central communications.

Management Controls

Management controls are the organization, policies, and procedures used by an agency to
provide reasonabl e assurance that resources are protected from fraud, waste, and abuse, that
resources are used consistent with program mission, and that reliable and timely information
is obtained, maintained, reported, and used for decision-making. Proper stewardship of
resources requires effective management controls. With regard to supervisor overtime
events, management controls should include written policies and procedures that address
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1. INTRODUCTION (Continu

key concepts of documentation, justification, and supervision. Further, in programs
performing similar tasks at multiple locations, management controls should include review
of resource utilization across locations to ensure consistent use of resources and
identification of best practicesto improve efficiency and effectiveness at al locations.

Questioned Costs

A questioned cost is an expenditure that, at the time of the audit or investigation, was
unsupported by adequate documentation or was an unnecessary or unreasonable expenditure
of fundsfor the intended purpose.

SCOPE, OBJECTIVES, AND METHODOLOGY

The audit was performed in accordance with Government Auditing Standards issued by the
Comptroller General of the United States. The Office of Inspector Genera (OIG)
contracted with Gardiner, Kamya & Associates, P.C. (consultant) to assist in ng
management controls over supervisor overtime and in evaluating performance measurement
reliability and validity. The consultant performed the agreed upon procedureswork in
accordance with attestation standards established by the American Institute of Certified
Public Accountants. Accordingly, the consultant included such procedures considered
necessary in the circumstances. We believe the audit provides areasonable basis for the
findings and recommendations.

Scope and Objectives

The audit was conducted by the consultant under contract with this office. The audit period
for supervisor overtimeisfiscal years 2002 and 2003. The audit period for performance
measures isfiscal years 2000 through 2002.

The objectives of the audit were asfollows:

To determine whether there were adequate management controls for monitoring
supervisor overtime, and whether all elements related to supervisor overtime were
clearly documented,

To determine whether supervisor overtime was authorized and executed by persons
acting within the scope of their authority, and whether management provided
qualified and continuous supervision of overtime use;

To determine the purposes for which supervisor overtime was used and whether
there was proper justification for supervisor use of overtime, including compliance
with al federd, state, local laws and regulations, and organizational policies and
procedures;
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1. INTRODUCTION (Continu

To determine whether key duties and responsibilitiesin authorizing, processing,
recording, and reviewing supervisor overtime transactions were properly separated
among individuals;

To determine whether there was any evidence of fraud, waste, or abuse in supervisor
overtime;

To determine whether supervisor overtime was necessary to achieve program goas
and objectives, and whether management considered alternatives to the use of
supervisor overtime that would improve efficiency; and

To determine whether management controls for measuring, reporting, and
monitoring performance measures provided valid and reliable data.

M ethodology

The consultant reviewed program organization, federa, state, local laws and regulations,
and organizational policies and procedures applicable to the use of supervisor overtime.
Inquiries were made to management regarding organizational goals and objectives, existing
controls monitoring supervisor overtime, management consideration of aternativesto the
use of supervisor overtime, and management practices regarding supervision of overtime
use. The consultant identified all employees in supervisory positions who were éigible to
be paid overtime, atotal of twenty. A listing of al pay-periods for FY 2002 and FY 2003
was obtained and two pay-periods for each supervisor were randomly selected by the
consultant for timesheet testing. The consultant reviewed the selected timesheets for
overtime events and then tested management controls over those overtime events. Controls
weretested at all three work sites (Silver Spring depot, Gaithersburg depot, and central
communications) and involved tests of processes and systems input and output. The tests
included obtaining copies of timesheets, reviewing timesheets for recording of overtime and
authorized signatures, reviewing supporting documentation for justification and
management approval, tracing stated justification to independent data, and observing
separation of duties processes. For performance measure evaluation, the consultant
reviewed organization policies and procedures for data collection and input; tested data
completeness, data entry authorization, and data validation; and tested output report
preparation procedures, report data accuracy and validation, and report quality review
processes.

RESULTSIN BRIEF

At the time the consultant performed field work, Ride-On management controls over
supervisor overtime were inadequate. Management did not clearly document supervisor
overtime, did not document management review and approval of overtime use, and did not
document justification for the overtime use. The condition of management controls was
such that the consultant was unable to determine whether instances of fraud, waste, or abuse
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1. INTRODUCTION (Continu

had occurred. Asaresult, Ride-On expenditure of $196,382 for supervisor overtime during
fiscal years 2002 and 2003 is a questioned cost.

Ride-On stated that it intended to implement changes in management controls over
supervisor overtime effective December 15, 2003. The changes as presented, when fully
implemented, should improve documentation of supervisor overtime, including
management review and approva and justification of overtime use. The new controls
include aform designed to document overtime use and management review and approval.

With regard to performance measures, Ride-On was found to generally use sound
methodology consistent with industry practices to evaluate performance. However, the
consultant noted some shortcomings in data collection methodol ogy that calls into question
the reliability and validity of certain performance measures, in particular on-time
performance.

The audit contains five findings and recommendations. The Department concurred with one
and concurred in part with four. Findings include the following:

Establish adequate management controls over supervisor overtime.
(Finding No. 1, p. 6)

Document justification of supervisor overtime. (Finding No. 2, p. 9)
Improve management supervision of supervisor overtime. (Finding No. 3, p. 11)

Review and standardize supervisor duties and responsibilities and implement best
practices at al facilities. (Finding No. 4, p. 17)

Improve data collection methodology for certain performance measures, such ason-
time performance. (Finding No. 5, p. 20)

SUMMARY OF FINDINGS

Council
Action Agency
No. Title of Finding Page | Required Response
1 | Establish Controls Over Supervisor Overtime 6 No Concur in part
5 Reqw_re Written Justification of Supervisor 9 No Concur in part
Overtime
3 I mprove Management Oversight of Supervisor 11 No Concur in part
Overtime
4 Implement Staffing Best Practices Congistently 17 No Concur
Across Depots
5 | Improve Performance Measures Data Collection | 20 No Concur in part
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MONTGOMERY COUNTY, MARYLAND
OFFICE OF INSPECTOR GENERAL

RIDE-ON MANAGEMENT CONTROLS
OVER SUPERVISOR OVERTIME
AUDIT REPORT

APRIL 2004
FINDINGSAND RECOMMENDATIONS

This section contains our five findings and recommendations as well as the department and
Ride-On program responses.

Supervisor Overtime

Ride-On hasidentified the following situations as acceptabl e justifications for supervisor
overtime work:

processing accident drug tests after an accident;
covering the desk in the absence of the desk coordinator;
driving buses when short-staffed,;

performing duties of another supervisor who ison leave;
processing payroll timesheets for bus drivers.

During fiscal years 2002 and 2003, the division expended $196,382 on overtime work by
Ride-On supervisors. The Silver Spring depot expended $107,819 (55% of total),
Gaithersburg $70,824 (36%), and central communications $17,739 (9%). See Figure 1.

Figure 1

Ride-On Supervisor Overtime Expenditures
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$100,000 -
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Amount
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Source:  OIG analysis of Ride-On data
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2. FINDINGS AND RECOMMEN

Effective management controls protect program resources from fraud, waste, and abuse, and
ensure resources are used consistent with the agency mission. There are severa key
concepts to management controls over supervisor overtime, including: written policiesand
procedures to provide guidance and consistency, documentation to support use of overtime,
justification for supervisor overtime, management supervision of overtime use (including
review and approval of overtime request and review and reconciliation of timesheet
processing), and identification of reasonable alternatives to the use of overtime that would
improve efficiency. The consultant reviewed and tested Ride-On program management
controls to determine whether there was proper stewardship of program resources involving
supervisor overtime.

A review of practices and procedures at the three Ride-On program work locations
determined the management controlsin place were inadequate. There were no written
policies and procedures. In testing overtime recorded on supervisor payroll timesheets,
which are the source documents for generating pay, it was determined that there was no
documentation, with few exceptions, supporting the overtime. Without documentation there
is no recorded justification for the supervisor overtime and there is no recorded management
approval of the overtime. In response to inquiries regarding whether alternativesto
supervisor overtime had been considered, management stated that it preferred to have
supervisors work overtime as opposed to other alternatives because a supervisor can

perform multiple tasks.

Lack of adequate documentation supporting the justification for the overtime worked
hindered further analysis which could identify staffing issues causing the need for the
overtimework. Lack of adequate documentation and lack of management review and
approval of the overtime worked prevented a determination as to whether any instances of
fraud, waste, or abuse had occurred.

Questioned Costs
During the audit period, Ride-On supervisors charged $196,382 in overtime. Based on the
lack of controls over the use of overtime by supervisors, the entire amount is a questioned

Cost.

Finding No. 1: Establish Controls Over Supervisor Overtime

Ride-On has wesak controls over supervisor overtime. The two depots and central
communications do not have management controls including written policies and
procedures over supervisor overtime.

We tried to determine whether there were adequate management controls for monitoring the
use of supervisor overtime; and whether the management controls, al transactions, and
other significant events related to the use of supervisor overtime were clearly documented
and readily available for examination.

We noted that at the two depots:
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2. FINDINGS AND RECOMME

supervisors tracked their own time;

supervisors worked overtime without prior approval;

approval, after the fact, was not documented in writing except on timesheets; and
timesheets were reviewed only for reasonableness and were not compared to any
source document.

At centra communications we noted that management told us supervisor overtime hours
were manually tracked in a calendar kept by management. However, in our review of the
calendar for selected pay periods, we noted that supervisor overtime hours wererarely
tracked.

Only at the Silver Spring depot had management started using work vouchers recording the
amount of overtime hours and the reason for the overtime hours worked. The work voucher
was signed by the supervisor and attached to his/her timesheet. However, there was no
management approva documented on the work voucher. There were no vouchers or other
formsindicating management approval for any supervisor overtime.

Management controls are designed to ensure that resources are protected from fraud, waste,
and abuse. Transactions and other significant events should be recorded, documented, and
authorized by persons acting within their scope of authority. The use of overtime by
supervisors should be documented and authorized.

Ride-On reported that effective December15, 2003, al supervisors will provide awritten
request for overtime using an “ Additional Work Assignment VVoucher” form. Thisform
will serve as written documentation for supervisor overtime, will provide the justification of
the overtime, and will record management review and approval. (See Appendix A). The
reported corrective action is duly noted and Ride-On is commended for taking that action.
However, according to generally accepted government auditing standards, corrective action
taken during an audit should not be accepted as justification for dropping a significant
finding or related recommendation. We will verify the corrective action when we do our
audit follow-up work.

Recommendation:

We recommend written controls over supervisor overtime be established immediately for
the two depots and central communications. Procedures should include:
supervisor completion of awritten request form to work overtime
supervisor justification for the overtime noted on the request form
management approval documented on the request form
management review of work performed during overtime
management comparison of approved overtime request formsto overtime
recorded on supervisor bi-weekly timesheets

Agency Response:
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2. FINDINGS AND RECOMME

We concur in part with some, but not all, of the findings. The following is our overall
response to your Finding Number One:

The complex nature of providing public transit service 24 hours a day, seven days a week,
carrying over 23 million customers per year, requires a strong supervisory staff that can
react to the multitude of service related emergencies and ongoing transit service
responsibilities. While not specified, there are policies and practices in place to ensure that
overtimeisjustified and is specifically job duty related. We concur in part because while
the overtime may not be formally documented in all cases, the managers of the depots are
congtantly tracking the activities of the depot supervisors to ensure all the needs are met and
within the normal scope of work of a supervisor. Supervisor’s duties at a Ride On depot
include the supervision of 30 to 50 drivers each, payroll record keeping for the drivers,
responding to accident scenes, investigating and responding to customer complaints, taking
driversfor required random drug tests, compiling monthly reports, training new drivers,
providing depot security supervision, and ensuring servicein all weather conditions (such
as hurricanes and blizzards). Based on the above duties, and the unique challenges faced
by the supervisors, overtime occurs but it isrelated to the practices that are required to
provide safe and reliable public trangit service

Supervisors completion of a written request formto work overtime
Ride On Response:
Effective December 15, 2003, all Supervisorswill provide a written request for overtime
using the ADDITIONAL WORK ASSGNMENT VOUCHER form. (see attached form).
While thisformwill not always be able to be approved by management in advance, prompt
management approval, after the fact in emergency situations, will occur.

Supervisor’ sjudtification for the overtime noted on the request form
Ride On Response:

Effective December 15, 2003, all Supervisorswill provide a written justification for
overtime on the ADDITIONAL WORK ASS GNMENT VOUCHER form.

Management approval documented on the request form
Ride On Response:
Effective December 15, 2003, management authorized to approve supervisor’s overtime will
provide an approval signature on the ADDITIONAL WORK ASSGNMENT VOUCHER

form.

Management review of work performed during overtime
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2. FI NDINGS AND RECOMME
Ride On Response:

Effective December 15, 2003, management authorized to approve supervisor’s overtime will
review the overtime work requested on the ADDITIONAL WORK ASSGNMENT
VOUCHER formand ensure work did indeed take place.

Management comparison of approved overtime request formsto overtime
recorded on supervisor’ s bi-weekly timesheets

Ride On Response:

Effective December 15, 2003, management authorized to approve supervisor’s overtime,
will compare the work requested and approved on the ADDITIONAL WORK

ASS GNMENT VOUCHER form against the supervisor’s bi-weekly timesheets.

[See Appendix A - Additional Work Assignment Voucher]

Finding No. 2: Require Written Justification of Supervisor Overtime

Ride-On hasinsufficient written documentation to justify supervisor overtime.

We tried to obtain an understanding of the purpose of supervisor overtime and ascertain
whether there was any evidence of fraud, waste, or abuse in the use of supervisor overtime.

We analyzed a sample of bi-weekly timesheets for each Ride-On supervisor for pay periods
occurring during FY 2002 and FY 2003. The sample consisted of 40 timesheets, two
timesheets selected randomly for each of the 20 supervisors. Twenty timesheets (50%) of
the sample recorded overtime work, covering 53 separate overtime events.

We noted that for:
- forty-five of the 53 overtime events (85%) we were unable to determine any
justification for the overtime;
seven of the 53 overtime events (13%) we were unable to corroborate the stated
justification through independent data.
one of the 53 overtime events (2%) we were able to corroborate the stated
justification for the overtime.

Dueto the lack of management controls over supervisor overtime, we cannot determine if
thereisfraud, waste, or abuse.

Management controls are designed to ensure that resources are protected from fraud, waste,
and abuse. Qualified and continuous supervision isto be provided to ensure that
management control objectives are met. Current practices of Ride-On management are
inadequate to ensure the use of supervisor overtime isfree of fraud, waste, and abuse.
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2. FINDINGS AND RECOMMEN

Ride-On reported that effective December 15, 2003, all supervisorswill provide awritten
request for overtime using an “Additional Work Assignment VVoucher” form. Thisform
will serve as written documentation for supervisor overtime, will provide the justification of
the overtime, and will record management review and approval. The reported corrective
action is duly noted and Ride-On is commended for taking that action. However, according
to generally accepted government auditing standards, corrective action taken during an audit
should not be accepted as justification for dropping asignificant finding or related
recommendation. We will verify the corrective action when we do our audit follow-up
work.

Recommendation:

We recommend that management ensure reasonable justification for overtime can be
identified, documented, and supported.

Agency Response:

We concur in part with some, but not all of the findings. The following is our overall
response to your Finding Number Two and our specific response to each recommendation:

Review of timesheet data provides a narrow window to observe the daily events that can and
do occur at a depot. While the corroboration of overtime events cannot easily be
determined for past events there are practices, procedures and sources that can support an
event that requires overtime. Supervisorsresponding to an accident that requires a drug
and alcohol test can be found in a separate accident file and from the drug test center
records. Supervisors contacting a customer that submitted a complaint in the evening, when
the customer is available, can be determined by the time and date a response is entered in
the complaint tracking system and phone records. Supervisors supporting field operations
during a weather event, like severe thunder storms, can be tracked through our central
dispatch records asthey report in on the radio for duty. These are a few examples of when
a supervisor’stime is documented, justified and accounted for, but not reflected in the time
sheet. When management reviews the timeshest, the above factors are considered when the
time reported is reviewed.

Ride On Response

Effective December 15, 2003, management at the depots will be required to provide
reasonable justification for all overtime identified, and will use the ADDITIONAL WORK
ASS GNEMENT FORM to document, and support the overtime used.

Depot management will be required monthly to review individual supervisor’s overtime use
and eval uate system alter natives that could provide more efficient and effective use of
operational resources.

Finding No. 3: Improve Management Oversight of Supervisor Overtime
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2. FINDINGS AND RECOMMEN

Ride-On management oversight of supervisor overtime was insufficient and documentation
of overtime authorization was inadequate.

We tried to determine whether transactions and other significant events related to supervisor
overtime were authorized and executed only by persons acting within the scope of their
authority; whether management provided qualified and continuous oversight of supervisor
overtime; and whether management considered alternativesto the use of supervisor
overtime that might have yielded desired results more effectively or at alower cost.

We analyzed a sample of bi-weekly timesheets for each Ride-On supervisor for pay periods
occurring during FY 02 and FY03. The sample consisted of 40 timesheets, two timesheets
selected randomly for each of the 20 supervisors. Twenty timesheets (50%) of the sample
recorded overtime work, covering 53 separate overtime events.

We noted the following:
- none of 20 timesheets recording supervisor overtime had any form of written

approval to work overtime.
work voucher forms used at one depot do not document management approval of the
overtime. (At thetime of audit fieldwork, the Silver Spring depot had instituted the
use of awork voucher form for supervisors to complete and sign indicating overtime
hours worked.)
one instance where awork voucher was not signed by the supervisor attesting that
he/she worked the overtime hours indicated on the form
one instance where a supervisor’ s timesheet was not signed by management and the
supervisor was paid.

Ride-On managers stated a preference for having supervisors work overtime as opposed to
other alternatives because of the ability of supervisorsto perform various tasks on short
notice.

Management controls are designed to reasonably ensure resources are used consistent with
agency mission and used in an efficient and effective manner. Transactions and significant
events such as management personnel regularly incurring overtime expenses need to be
documented so that management can eval uate whether these recurring additional
supervisory personnel expensesis an efficient and effective use of resources or whether
other aternatives are available.

Ride-On reported that effective December 15, 2003, al supervisors will provide awritten
request for overtime using an “ Additional Work Assignment Voucher” form. Thisform
will serve as written documentation for supervisor overtime, will provide the justification of
the overtime, and will record management review and approval. The reported corrective
action is duly noted and Ride-On is commended for taking that action. However, according
to generdly accepted government auditing standards, corrective action taken during an audit
should not be accepted asjustification for dropping asignificant finding or related
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2 FI NDINGS AND RECOMME

recommendation. We will verify the corrective action when we do our audit follow-up
work.

Recommendation:

We recommend that management:
provide supervisors prior or contemporaneous written approva to work overtime
authorize supervisor overtime hours and ensure that the hours are logged in a
tracking system
compare timesheets to overtime log sheets before timesheets are authorized
ensure work vouchers are signed by supervisors attesting that they worked the
overtime hoursindicated on the work vouchers
ensure all timesheets are properly signed and approved before forwarding the
timesheets to payroll department

We further recommend management review supervisor overtime and evaluate aternatives
that could provide more efficient and effective use of operational resources.

Agency Response:

We concur in part with some, but not all, of the findings and the following is our overall
response to your Finding Number Three and our specific response to each
recommendation:

Asindicated in our response to the previous finding, timesheets provide a limited view of the
work that occurs at a Ride-On depot and do not reflect the overall work conducted. While
the corroboration of overtime events cannot easily be determined for past events, there are
practices, procedures and sources that can support an event that requires overtime. Lastly,
due to the rapidly changing nature of providing public transit service, supervisors may not
have the ability to schedule overtime in advance and need to be able to respond quickly to
an incident as it happens versus seeking prior approval for all events. The timesheet layout
does not allow for the written documentation and reasons for the overtime. The work
voucher forms used at Slver Soring do provide an additional source of overtime
documentation that is provided to the Section Chief at the time the timesheets are signed.
The vouchersused in Slver Soring provide management the tools to track supervisor
overtime used.

provide supervisors prior or contemporaneous written approval to work overtime

Ride On Response:
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2 FI NDINGS AND RECOMME

Effective December 15, 2003, all Supervisorswill provide a written request for overtime
using the ADDITIONAL WORK ASSSGNMENT VOUCHER form. In many cases, prior
written approval isnot feasible. However, subsequent written approval on the formwill be
documented for all instances of overtime.

authorize supervisor overtime hours and ensure that the hoursarelogged in a
tracking system

Ride On Response:
Effective December 15, 2003, all supervisors, overtime hourswill be authorized and
identified on the ADDITIONAL WORK ASSGNMENT VOUCHER form and will be entered

into a supervisor tracking systemthat is similar to the one currently in use for operators and
coordinators at each depot.

compar e timesheets to overtime log sheets befor e timesheets are authorized
Ride On Response:
Effective December 15, 2003, Depot Sections Chiefswill be required to verify overtime

hoursidentified in the supervisor tracking system against the timesheets submitted and
additional vouchers submitted.

ensure work vouchers are signed by supervisors attesting that they worked the
overtime hoursindicated on the work vouchers

Response:
Effective December 15, 2003, all Supervisorswill provide a written request where and when

possible for overtime using the ADDITIONAL WORK ASS GNMENT VOUCHER form
which includes signatures from the supervisor and the Section Chief.

ensure all timesheets are properly signed and approved before forwarding the
timesheets to payroll department

Response:

Effective December 15, 2003, the Chief of Operationswill verify with both Section Chiefs
that they have completed all the required review of overtime authorized and that all time
sheets have been properly signed and approved.

Best Practices

The Ride-On program operates from severa work sites. Effective management controls
provide information that identifies the manner in which resources are used throughout the
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2 FI NDINGS AND RECOMME

program so that management can evaluate the causes of any discrepancies and implement
corrective action, if necessary, to ensure resources are not mismanaged. Best practices
utilized at one location can be adapted for use a other locations.

Aninitial analysis of supervisor overtime expenditures indicated that the Silver Spring depot
consistently incurred more overtime expenses than the other two work locations reviewed.
Some of the differences among work locations in gross dollar amounts spent for supervisor
overtime may be attributabl e to factors such as differencesin size of operations at each
location and individual employee salary rates. However, an analysis of average overtime
hours worked and average overtime events per employee shows a consistent pattern — there
are more overtime events and more overtime hours at the Silver Spring depot.

A review of overtime hours reported at each depot (based on a sample of supervisor
timesheets for 26 consecutive pay-periods spanning FY 2002 and FY 2003) showed that
overtime hours per supervisor employee at the Silver Spring depot averaged 376 hours per
year, or amost 14.5 overtime hours per pay-period. In contrast, overtime hours reported per
supervisor employee at the Gaithersburg depot averaged 162 hours per year, or 6.2 overtime
hours per pay-period. See Figure 2.

Figure 2

Average Overtime Hours Per Supervisor Per Year
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Source:  OIG analysis of Ride-On data
(Note: datafor central communications not available)
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2. FINDINGS AND RECOMME

Likewise, areview of overtime events reported at each location (based on a sample of two
timesheets for each supervisor during FY 2002 and FY 2003) showed that supervisor
employees averaged 5.0 events at Silver Spring, 2.6 events at Gaithersburg, and 0.6 events
at the central communications. See Figure 3.

Figure 3
Average Overtime Events Per Supervisor
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Source:  OIG analysis of Ride-On data

In addition to the differences among program work locations in the amount of overtime
hours incurred and number of overtime events, there were a so differences noted in overtime
use between similar positions at the two depots and differences among the locations asto
when overtime events occur.

For example, thereisatransit services supervisor (TSS) position at each depot. During one
stretch of 52 consecutive weeks (26 pay-periods) spanning FY 2002 and FY 2003, the TSS
assigned to the Silver Spring depot worked overtime in 100% of the pay-periods and had
worked 2.5 times more overtime hours than the counterpart TSS at the Gaithersburg depot.
An earlier analysis of overtime use by the TSS positionsin FY 2001 showed asimilar
pattern in which the TSS assigned to the Silver Spring depot incurred twice the overtime
hours asthe TSS in Gaithersburg. See Figure 4.
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Figure4
Transit Services Supervisor Position Overtime
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Source:  OIG analysis of Ride-On data

An analysis of asample of reported overtime events occurring during FY 2002 and FY 2003
recording when overtime events occurred indicates differences among the work locations.
At Silver Spring depot, 85 percent of overtime events and 74 percent of overtime hours
occurred during the week (Monday-Friday); in contrast, at the Gaithersburg depot, the
majority of overtime events and overtime hours occurred on the weekend. See Table 1.

Table 1. Overtime Event Occurrence

L ocation Weekdays Weekends
Communications 60.0% 40.0%
Gaithersburg 46.2% 53.8%
Silver Spring 85.7% 14.3%

Source:  OIG analysis of Ride-On data

This suggests that management may have an opportunity to examine personnel practicesto
ensure uniformity of duties and responsibilities for supervisors and to ensure operational
practices at each location are using resourcesin an efficient and effective manner. Resource
allocation may need to be dtered to more effectively meet work demand.
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2. FINDINGS AND RECOMME

Finding No. 4: Implement Staffing Best Practices Consistently Across Depots

We found a significant difference in supervisory overtime use when comparing variables
such asjob classification and assignment location. The differences suggest staffing patterns
and job duties are not consistent at the two depots.

We sampled supervisory employee bi-weekly timesheets to collect overtime use data. The
sample included timesheets reviewed by the consultant and timesheets reviewed by OIG
previously while conducting planning activities related to the audit. The data collected was
analyzed by job classification and assignment location.

We noted significant differencesin overtime use by certain job classifications, such asthe
trangit service supervisor (TSS) position. We aso noted differences on the timing of the
overtime use at the Silver Spring and Gaithersburg depots.

Management controls are designed to ensure programs achieve their intended resultsin an
efficient manner. For a program operating from multiple locations, one way to achieve
efficiency isto identify best practices used at one location and implement the practices at
other operational locations.

Recommendation:

We recommend management:
review job duties assigned to TSS positions to provide consistency across depots,
and if necessary, reduce scope of responsibilities of the TSS position to alleviate
need for constant use of overtime
review workload demands and staffing needs at each depot to identify optimum
staffing patterns
identify best practices utilized at each depot and implement those practices at the
other operational locations

Agency Response:

We concur with the findings and the following is our overall response to your Finding
Number Four and our specific response to each recommendation:

During the period of the review, both depots experienced a significant change in Section
Chief Management. The Slver Soring Depot Section Chief changed over in April 2002 from
the previous person that had been at the depot for over fourteen years. The Slver Soring
Depot has had an acting Section Chief since April 2003. The Gaithersburg Depot Section
Chief changed over aswell, and had an acting Section Chief for seven months before a
permanent person could be hired. In addition, a new position, the Chief of Operations was
created to oversee all Ride On operations. The Chief of Operations was hired in January
2003 and immediately began the process of unifying the policies, procedures and practices
at both depots. Our specific responses reflect the impact and benefit of the new Chief of
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Operations with his responsibilities and direction that Ride On will undertake in the
following months.

review job duties assigned to TSS positions to provide consistency across depots,
and, if necessary, reduce scope of responsibilities of the TSS position to alleviate
need for constant use of overtime.

Ride On Response

The vacant Section Chief positionin Slver Soring will befilled by January 1, 2004. The
Chief of Operationswill work closely with the new Slver Soring Section Chief and the
Gaithersburg Section Chief to ensure that the Transit Services Supervisor in Slver Soring
will be providing the same level of management supervision asthe Transit Services
Supervisor at the Gaithersburg Depot.

review wor kload demands and staffing needs at each depot to identify optimum
staffing patterns

Ride On Response

The Chief of Operationswill routinely/monthly review supervisory work requirements with
the Slver Soring Section Chief and the Gaither sburg Section Chief to devel op optimum
weekly supervisory staffing schedules.

identify best practices utilized at each depot and implement those practices at the
other operational locations

Ride On Response

The Chief of Operationswill meet monthly with the Section Chiefsto review and identify
best practices utilized at each depot to improve overall effectiveness and service continuity
between both depots.

Performance M easures

The County has undertaken a vigorous effort to provide performance measures of its
programs. Performance measures are a means to evaluate program progressin achieving
goasover time and, in essence, how well aprogram is doing in providing efficient and
effective services. Ride-On program performance measures are published in Montgomery
Measures Up! (See Appendix D). The information can be used many ways, including use
by management in decision-making to improve program efficiency and effectiveness, to
enhance operationa planning and control, and to strengthen accountability. Assuch, itis
essential that measures are based on valid and reliable data
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The consultant evaluated certain published Ride-On program measures to determine
whether valid and reliable data was collected and used to report performance. See Table 2.
The selected measures included:

Outcomes/Results
accidents per 100,000 miles
passengers transported

Service Quality
customer complaints per 100,000 passengers
percentage on-time performance

Table 2. Selected Program Measures For Ride-On
(FY00-FY03)

Program Measure FYQ00 FYO1 FY02 FYO03
Accidents per100,000 miles 3.72 3.47 357 3.69
Passengers transported (000) 20,568 21,858 23,012 23,023
Customer complaints per 100,000 551 7.13 9.50 10.80

passengers
Percentage on-time performance 91.5 92.0 75.6 80.0
Source; Montgomery Measures Up! For the Y ear 2003

(Note: data are self-reported)

The consultant observed and tested data collection methodology to determine whether
collection methods were consi stent with industry practices.

Accidents per 100,000 miles. Ride-On methodology appears to be sound and consistent with
industry practice and reported performance measures are reliable. Management manually
keeps track of accidents. All accidents are investigated, documented, and reviewed by
senior managers. Accident drug tests, when applicable, are performed in accordance with
Federa Transit Administration drug testing guidelines.

Passenger s transported: Ride-On methodology appears to be sound and consistent with
industry practice; however, failure to follow data collection procedures at the point of origin
may cause the reported performance measures to be unreliable. Passengers transported are
tracked through the use of afare box system installed on each bus. Asapassenger entersa
bus, the bus driver presses a knob on the fare box to record that passenger. The consultant
observed bus drivers not consistently recording passengers as they boarded the bus. Asa
result, reported performance may not be reliable if drivers are not accurately recording
source data.

Customer complaints per 100,000 passengers. Ride-On methodol ogy appears to be sound
and dataon complaintsreliable. Customer complaints are entered into a database
management system, which allows management to record and track complaint resolution.
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Once acomplaint is entered into the system, it can not be removed or deleted. Accessto the
complaint database system is limited and certain functions are restricted to senior managers.
However, the complaint performance measure is calculated using aformulathat includes the
‘passengerstransported’ data. If that dataisinaccurate, as mentioned above, the customer
complaints measure would also be impacted.

Percentage on-time performance: Ride-On methodology is not sound and not consistent
with industry practice for this measure. On-time performance is defined as abus leaving a
scheduled stop location not more than one minute early or more than five minutes late.
Ride-On samples on-time performance at 600 — 700 locations but does not have arationale
for the size or location of the sample. Management represented that they try to sample as
many |locations as possible depending on staff availability. Based on this methodology, the
data collected may not be atrue representation of performance at all locations serviced by
the program. Thus, the reported performance measures may not be valid and reliable.

Overadl, Ride-On uses methodology to measure performance that is sound and consistent
with industry practices with the noted exception of measuring on-time performance. That
service measure, of course, isof particular importance to customers. Further, it isimportant
that management have an accurate assessment of how it isdoing in thisimportant area asit
attempts to market and promote the use of mass transit.

Finding No. 5: Improve Performance Measures Data Collection

Ride-On program data collection methods for some performance measures are inadequate to
provide reliable and valid performance evauations. Of particular concern is methodology
used to eval uate on-time performance and data collection practices used to collect
passengers transported data.

With regard to on-time performance, “On-time performance’ is measured using a six-
minute window at a scheduled stop location and is defined as a bus leaving the scheduled
stop not more than one minute early or more than five minutes late. Ride-On samples
approximately 600 to 700 locations depending on staff availability. This methodology is not
sound and consistent with industry best practices and Ride-On management does not have a
rationale for sample selection. Based on the methodology used, the data reported as
percentage of on-time performance may not be atrue representation of all of the locations
serviced by the bus drivers. Therefore, reported on-time performance measures are not
reliable.

“Passengers transported” datais collected through afare box system located on each bus.
Bus operators tally the number of passengers getting on the bus by pressing a knob on the
fare box. The methodology used by Ride-On appears to be consistent with industry
practices. However, we observed that bus operators did not consistently record the boarding
of passengers. Asaresult, the number of passengers transported may be inaccurate and
performance measures based on the number of passengers transported may be unreliable.
Management controls are designed to reasonably ensure reliable and timely information is
obtained, maintained, reported, and used for decision-making. While we applaud the Ride-
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On management decision to engage in performance measurement efforts, it is essential that
management have accurate and reliable data to assess its achievementsin meeting
organizational goas. Management decisions on new or refined initiatives to improve or
maintain its current level of achievement will be flawed if based on an incorrect
understanding of its present results.

Recommendation:

We recommend that management:

- ensure the number of samples collected for on-time performance measures are based
on an established and sound sampling methodol ogy; the total samples collected and
reported represent the entire population which is comprised of al the bus routes
served by Ride-On
review passenger count procedures with bus operators and stress the importance of
obtaining accurate data consistently

Agency Response:

We concur in part with the finding regarding on-time performance data collection that
states our “ methodol ogy is not sound and consistent with industry best practices.” Inthe
aggregate we believe our sampling provides a reasonably accurate representation of Ride
On’s on-time performance, and is consistent with industry best practices. It istruethat this
is sampling and the larger sample collected the more accurate the data, but that requires
additional resourcesthat are currently not available and we don’t feel thiswill provide a
different finding for our on-time performance on a syssem-wide basis. However, a larger
sampling could provide more accurate information on a smaller route-level basis.

We do not concur with the finding regarding passengers transported. Bus Operatorsare
trained in the use of fareboxes when they arefirst hired and we stress to themthe
importance of thisinformation and that it is an important part of their jobs as Bus
Operatorsfor Ride On. Refresher training is also provided if we become aware of a
problemwith a particular driver and correct farebox procedures/counting is often brought
up to bus operators at the three drivers meetings management holds each year. Based on
thisaudit our Safety & Training Officer will revisit the current training to ensure driversare
provided adequate training and aware of the importance of thisissue. However, the
information on passenger countsis consistent with our fare revenue data collected, and
provides a reasonably accurate presentation of ridership for Ride On.

Ride On will be undertaking considerable effortsin calendar year 2004 to train bus
operatorsin the use of the new Odyssey fareboxes scheduled for delivery during the
Soring/Summer of 2004. These new fareboxes, which are “ operator friendly” to use aswell
as having more discrete passenger boarding categories, will help insure more reliable and
accurate counts of passengers.
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MONTGOMERY COUNTY, MARYLAND
OFFICE OF INSPECTOR GENERAL

RIDE-ON MANAGEMENT CONTROLS
OVER SUPERVISOR OVERTIME
AUDIT REPORT

APRIL 2004

CONCLUSION

Accountability for the use of program resourcesis a paramount management obligation.
Expenditures for supervisor overtime, particularly in these fiscally challenging times, should
be carefully managed by a system that requires documented approval and justification for
the expenditures. There were severa objectivesto the audit. First, were there management
controlsin place for monitoring supervisor overtime, for authorizing and supervising the
overtime, for documenting the justification and necessity of the overtime to achieve program
goals? We concluded that management controls were not in place. Overtime recorded on
supervisor timesheets, with few exceptions, was not supported by adequate documentation
providing justification for the overtime work or reflecting management review and approval
of the overtime work. The controls did not include written policies and procedures. Asa
result, Ride-On program payments for supervisor overtime in FY 2002 and FY 2003,
totaling $196,382, are a questioned cost. Second, were there any instances of fraud, waste,
and abuse regarding the expenditures for supervisor overtime? The condition of
management controls were such that we could not determine whether fraud, waste, or abuse
had occurred.

We made recommendations that management controls be implemented to improve
accountability in this important aspect of the Ride-On program. In addition, we
recommended that management review operationa practices a its various locations to
identify best practices that can be adopted at all locations to ensure resources are used in an
efficient and effective manner.

Ride-On management has represented that it intends to implement changesto its
management controls over supervisor overtime. The proposed changes, if implemented as
presented, should provide better accountability for the use of program resources.
Management is commended for responding quickly to address shortcomingsin its control
System.

Ride-On management annually reports severa performance measures for its operationsin
Montgomery Measures Up!. One of our objectives was to determine whether management
controls for measuring, reporting, and monitoring performance measures provided valid and
reliable data. We concluded that the program employs methodology for collecting data and
reporting results that is consistent with industry practices for the most part. Thereisaneed
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to refine certain data collection procedures, particularly for on-time performance and
passengers transported measures, to ensure published information is valid and accurate.

We would like to thank the department and Ride-On program management for the
cooperation extended to this office and the consultant during the course of the audit. Again,
we commend the department and program management for its commitment to improve
management controls over supervisor overtime.
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APPENDIX B

Independent Accountants Report on
Applying Agreed-upon Procedures

Office of Inspector Generd (OIG)
Montgomery County, Maryland

We have performed certain procedures which were agreed to by the Montgomery County Office of
Ingpector General (OIG) solely to assist you in determining whether management overtime for fiscal
years 2002 and 2003 for Montgomery County, Maryland's Ride-On was in accordance with specified
criteria; and selected related performance measures for fiscal years 2000, 2001, and 2002 were
produced from an adegquate management control system and used valid, reliable data. This agreed
upon procedures engagement was conducted in accordance with attestation standards established by
the American Ingtitute of Certified Public Accountants. The sufficiency of the proceduresis solely
the responsibility of the OIG. Consequently, we make no representation regarding the sufficiency of
the procedures shown in attachment 1 to this report either for the purpose for which this report has
been requested or for any other purpose.

The agreed-upon procedures performed are detailed in attachment 1 of thisreport. Attachment 2
provides details of the agreed upon procedures performed and the results obtained. Attachment 3
provides a crosswalk from the agreed upon proceduresin Attachment 1 and the details of procedures
and results shown in attachment 2.

We were not engaged to and did not perform an audit, the objective of which would be the
expression of an opinion on the management overtime of the Montgomery County, Maryland Ride-
On nor on selected related performance measures. Accordingly, we do not express such an opinion.
Had we performed additional procedures, other matters might have come to our attention that would
have been reported to you.

Thisreport isintended solely for the information and use of the OIG and the directors and
management of the Montgomery County, Maryland, Department of Public Works and
Transportation, and is not intended to be and should not be used by anyone other than these parties.

September 5, 2003
Washington, D.C.



APPENDIX C

MONTGOMERY COUNTY, MARYLAND
OFFICE OF INSPECTOR GENERAL (OIG)
AGREED-UPON PROCEDURES

Audit Periods:
Audit period for overtime (OT) issuesis July 1, 2001 to June 30, 2003.
Audit period for program measuresisfisca years (FY) 2000, 2001 and 2002.

Agreed Upon Procedures:
Overtime

1.

System - Is there an adequate management control system for monitoring the use of
management OT?

Documentation - Were the management control system and all transactions and
other significant events related to the use of management OT clearly documented
and was that documentation readily available for examination?

Authorization - Were transactions and other significant eventsrelated to
management OT authorized and executed only by persons acting within the scope of
their authority?

Separation of duties - Were key duties and responsibilities in authorizing,
processing, recording, and reviewing transactions related to management OT
properly separated among individuals?

Supervision - Was qualified and continuous supervision provided to ensure that
management controls related to management OT were achieved?

Expenditures - What amounts of OT were paid to identified management employees
of Ride-On (in total, by pay period, by employee)?

Purposes - For what purposes was management OT used?

Necessity - To what extent was the use of management OT necessary to achieve
organizational goals and objectives?

Relevance - Were the objectives regarding the use of management OT proper,
suitable, and relevant for the public transportation industry?

10. Efficiency and effectiveness - Was Ride-On's use of management OT efficient and

effective?
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11. Alternatives - Did Ride-On senior management consider alternatives to the use of
management OT that might have yielded desired results more effectively or at a
lower cost?

12. Compliance - Did the use of management OT comply with all pertinent federal,
state, and local laws and regulations, and organizational policies and procedures?

13. Fraud, waste, or abuse - Was there any evidence of fraud, waste, or abusein the use
of management OT?

Program Measures

Outcome/Results: Accidents per 100,000 miles
Passengers transported (000)

Service Quality: Customer complaints per 100,000 passengers
Percentage on-time performance

1. System - Isthere an adequate management control system for measuring, reporting,
and monitoring data related to program measures?

2. Data- Did management report datafor program measures during the audit period
that were valid and reliable?
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APPENDIX D

PUBLIC WORKS AND TRANSPORTATION

Transit Services
PROGRAM: PROGRAM ELEMENT:
Rigdea On

[PROGRAM MISSION:
To provida timaly, sate, efficient Ride On bus service 1o bus passengars

COMMUNITY OUTCOMES SUPPORTED:

* Reduced traffic congestion

* Improved accassibdty to employment and retall canters

* Improwed mobdity for thoee with limited transgortation options

FY0D FYo FYoz FYD3 FYD3 FY04

PROGRAM MEASURES ACTUAL ACTUAL ACTUAL BUDGET ACTUAL APPROVED
Dutcomes/Resulis:

Accidents par 100,000 miles are 3.47 357 16 369 3.50
Passengars transportad {000) 20,568 21858 23012 23,900 23,023 23,500
Service Quality:

Custorner complaints per 100,000 passangers 551 113 9.50 B.00 1080 10.50
|Percentage on-tirme pedormance” 815 820 756 an,0 a0.00 an.n
Efficiency:

(Coat per howr of servos ($) 49 48 53.03 5716 GBE.97 5023 B2.41
Cost per passanger (5) 205 215 226 2.29 2.39 2.50

Workload/Outputs:

Hours of bus servica (000) 854 885 910 G20 w29 940
||mgl.lla:

Expendiluras - direct operating ($000) 42 2ER 45,930 52,003 54,780 55000 5B, 665
Workyears: 4845 4923 516.8 E2B.6 528,86 5494
Motes:

.F\I"I If'ﬂ-l.ISH'!.I' B.{!I:EFILB.EHE standard for on-bme FIE'I'll:lrITIEI'IIZE 18 S percen.

[EXPLANATION: T

Mew servica was addad in - | Passengers Transported (Thousands)

FYODin the Bathesda and | 4 oap ERRSe =
Silver Spring central |
businass districts as well | 25000 FANaT) EXTE

23,005

as Upooumty, and tha | 0,568
FY01 budget included 00
additional service on the |
mast heavily used Rido On | 1200
routes, This new service, 10,000 g
as wall a5 a ganaral
increase in ridership, has 5, (0 =
increased passangers | ;

00 ACT

transported by Rids On by
nearly 12% since FY00 HACT 02 ACT o BUD 03 ACT o4 APP

3900

PROGRAM PARTNERS IN SUPPORT OF OUTCOMES: Washinglon Matropolitan Area Transil Aulhority, Division of
Flea Manageman! Services, Mardand State Daparmient of Transportation

MAJOR RELATED PLANS AND GUIDELINES: Transii Sarvices' Strategic Transi Plan,

-250 .



